Abstract: According to the Hong Kong Institute of Service Leadership and Management, an effective service leader serves as a mentor for his/her followers. Aside from promoting their followers' professional and personal growth, mentoring also contributes to the development of the service leaders themselves. In this paper, a lecture addressing the concept and functions of mentoring is outlined, along with its relationship with service leadership. The professional and psychosocial functions of mentoring to service leaders and followers and various ways to promote mentoring in service leadership are highlighted. Students are also encouraged to reflect on the potential harmful effects of mentoring on the leader-follower relationship.
Introduction
A mentor usually refers to an individual with advanced experience or in a higher position -one who serves as a role model, provides support, direction, and feedback to an inexperienced individual with regard to career planning and interpersonal development [1] . In an organizational setting, mentoring is described as a kind of social support provided by a senior employee toward another employee with less experience and knowledge, in order to enhance the latter's career and personal development [2] . In an academic setting, mentoring often occurs between a faculty member and his/her student, in which the former imparts knowledge, provides support, and offers guidance to the latter on academic and personal issues [3] . In the Service Leadership curriculum, a broader definition of mentoring is adopted, which is not limited to career and academic realms, and is extended to any setting where mentors who are more experienced or knowledgeable help with the professional and psychosocial development of novices (i.e. developing others).
According to Kram's [4] mentor role theory, mentoring serves two kinds of functions: career function and psychosocial function. The career function refers to the commitment to providing 'upward mobility and support' in the mentee's career [5, p. 942] . It involves sponsorship (i.e. supporting promotions and later moves), exposure and visibility (i.e. increasing mentee's exposure and visibility in organization), coaching (i.e. coaching mentee in completing tasks), protection (i.e. protecting mentee from adverse influence), and challenging assignments (i.e. providing challenging assignments) [4, 6] . For example, academic mentors can help raise funds for their mentees' research projects. Business mentors can expose their mentees to opportunities by inviting them to join an important event or involving them in significant decisionmaking opportunities. Meanwhile, the function of mentoring can be extended to the personal growth of the mentee, which is called 'psychosocial function'. The psychosocial function pertains to the personal support that 'enhances an individual's sense of competence, identity, and effectiveness in a professional role' [4, p. 32] . It also includes acceptance and confirmation (i.e. cultivating a sense of professional self), counseling (i.e. providing advice for problem-solving), friendship (i.e. offering respect and support), and role modeling (i.e. providing identification and role modeling) [4, 6] . To illustrate, mentors may provide advice to their mentees on personal issues like work-family balance or simply act as a good example of dealing with these issues. Mentors may also instill a positive and realistic self-image into their mentees' mind. Even though leaders may not have formal mentees, their ability to develop others by providing professional support and psychosocial support is definitely an attribute of effective leadership.
Mentorship and leadership
Serving as a mentor for young professionals is a natural component of effective leadership [7, 8] . As asserted by Russell and Nelson, 'true leaders seize the opportunity to develop other people' [8, p. 41] . When developing followers, the leader is also preparing the followers for contributing to the success of the organization. A great leader is usually a great mentor as well.
Contemporary leadership models often regard mentoring as an integral component of leadership. In conceptualizing leadership that aims at serving others (i.e. servant leadership), Greenleaf [9] argued that commitment to the growth of people (i.e. nurturing the personal, professional, and spiritual growth of others) is one of the important services to others. Spears [10] also believed that serving others includes taking the responsibility to nurture the professional and personal growth of others. One of the important characteristics of servant leaders is related to their role in facilitating the growth of others, which refers to 'an ability to identify others' needs and provide developmental opportunities' [11, p. 308] . This is exactly what a mentor should do. In addition to servant leaders, mentoring behavior is encouraged in transformational leadership as well. As Stone, Russell and Patterson noted, 'both transformational leadership and servant leadership emphasize the importance of appreciating and valuing people, listening, mentoring or teaching, and empowering followers' [12, p. 4] . For example, the typical behavior of transformational leadership includes idealized influence, which entails serving as a role model for followers to emulate. Another mentoring behavior, individualized consideration, involves acting as a mentor to listen and respond to followers' concerns and needs. These theories suggest that mentoring others is required in achieving effective leadership.
The significance of mentoring is also exemplified in the real organizational settings. In the Project Oxygen, researchers in Google Inc. identified eight good behaviors of managers whose team members performed better, retained longer, and felt happier. Two of these behaviors closely related to mentoring are 'being a good coach' and 'helping your employees with career development' [13] . Additionally, students themselves may also gain some experience of leading while mentoring others in university life. For example, senior students with excellent performance in the service learning courses would serve as student leaders in later service learning activities. They can lead a group of younger students to finish the service tasks while coaching and supporting them in the process. Mentoring others is a naturally occurring phenomenon in daily life.
In brief, both theories and actual events have indicated that mentoring is an integral part of leadership. According to the Service Leadership and Management framework (SLAM) proposed by the Hong Kong Institute of Service Leadership and Management [14] , service leaders need to know 'how to use a variety of master/apprentice, mentor/mentee, and coaching approaches to improve the Service Leadership competencies, character strengths, and caring disposition of others'. It implies the mission of service leaders as nurturing and developing other's competencies, character, and caring disposition. Therefore, corresponding education is necessary in order to nurture these effective service leaders. Once students recognize the crucial role of mentoring in leadership, they are more likely to demonstrate mentoring behavior in their leadership [6] .
Despite the encouragement of mentoring behaviors implicitly or explicitly in modern leadership models [11, 12, 14] , the importance of taking a mentoring role in a leadership process appears to be a missing part in leadership education and training. Much of the education aims at nurturing students' skills to manage and influence others, while there is a lack of education emphasizing what, how, and why there is a need to develop mentoring as a leadership skill. Additionally, there is an old Chinese saying that 'if the mentor imparts all the knowledge and skill to the apprentice, he/she will be starved to death' (jiao hui tu di, e si shi fu), which discourages fully developing others. Against this background, the SLAM education attempts to fill this gap by offering students with knowledge about mentoring and opportunities to improve their mentoring skills.
The benefits of mentoring
A mentoring relationship involves reciprocal benefits and mutual learning between mentor and mentee [6] . To begin with, a large body of evidence suggests that mentoring is conducive to the career development and psychosocial adjustment of mentees [15] [16] [17] . Mentoring can facilitate mentees' career development, such as increasing income and upward mobility as well as expanding social network. It can also enhance mentees' psychosocial adjustment, such as enhancing their job satisfaction and motivation, career commitment, sense of competence, and ability to reduce distress. To illustrate, in a longitudinal study assessing mentors and mentees' outcomes of a formal mentoring program, mentors' professional support predicted heightened emotional well-being and commitment to the organization of mentees [18] . Informal mentoring brings even more satisfying outcomes to mentees' career development and psychosocial adjustment, which may possibly be due to a closer relationship and mutual identification with the relationship [19] or altruistic nature of informal mentoring [7] . With the help of mentors, the mentees would grow faster than their peers. More importantly, they would have a better emotional adjustment and stronger commitment to the career and even the organization.
Aside from gains for the mentees, emerging research has also shown the beneficial outcomes from the perspective of the mentor [20, 21] . Mentoring others possibly improves mentors' job performance and social status, increases their visibility and recognition in the organization, brings about self-satisfaction due to the success in developing others, and helps foster closer work relationship and obtain loyalty from the mentees [20] [21] [22] [23] [24] . Allen, Lentz, and Day [22] compared career development of people who ever served as an informal mentor with those having little experience. Results showed that the mentoring experience is positively associated with salary growth, promotion rate, and self-perception of career success beyond the effect of demographic variables (i.e. gender, age, race, education, organizational tenure, hours worked). In addition, mentors could also obtain benefits from 'reverse mentoring' [25] . It is possible that the young and well-educated novice shares the latest technology information or other latest knowledge with the mentor, and assists in the mentor's work, which in turn, stimulates the latter's self-improvement [24] . The responsibility of being a good role model also stimulates mentors to adjust and improve themselves [8] . The interaction between mentor and mentee makes the beneficial outcomes of mentoring experience powerful and enduring [7] .
Notwithstanding the numerous reported benefits of mentoring, mentoring is not risk-free. As noted by Carr and Heiden [26] , mentoring might not necessarily be a 'bright phenomenon'. Negative mentoring experience exists and has been found to adversely affect the parties involved [6, 27, 28] . Eby, Butts, Lockwood, and Simon [27] contended that dysfunctional mentoring experience occurs because of the following reasons: 1) mismatch between mentor and mentee (e.g. personality, work style and values), 2) mentors' distancing behaviors (e.g. excluding the mentee from important events), 3) mentors' manipulative behaviors (e.g. tyranny, credit-taking and deception), 4) lack of mentor expertise (e.g. lack of ability to support mentee), and 5) general dysfunctionality (e.g. mentors' personal problem). Dwyer [29] also believed that not every mentoring program can be considered effective. Instead, mentors who are not well prepared possibly bring suffering rather than benefits to the mentees. She identified the seven 'deadly sins of mentorship' in a mentoring program, which include ignorance of improving mentoring skills, over reliance on preaching, acquiescence on mentees' problem avoidance, over concentration on disclosing one's own anecdotes, generalizing the issue in teaching mentees, and lack of consensus in objectives and ground rules. Even the closeness of a mentor-mentee relationship itself implies potential risks, such as making the relationship more personal and less professional [7] . These 'deadly sins' might not solely be attributed to mentors' problems. Instead, the whole communication process between the two parties involved should be taken into account [26] .
More importantly, these dysfunctional mentoring experiences negatively affect mentees' career and psychosocial life. An initial study [30] pointed out that mentor's intentional exclusion, mentor's general abuse of power, mismatched personality between the mentor and mentee, and mentor's interpersonal incompetence are associated with lower job satisfaction, higher turnover intention, and greater stress of mentees. Eby et al. [28] even found that negative mentoring could predict mentee outcomes over and above positive mentoring. For example, a mentor's general dysfunctional features predict greater intention for the mentees to leave the relationship; manipulative behavior also predicts the depressed mood of the mentees. Additionally, the interpersonal problems of the mentormentee relationship would also increase the burnout of mentors, while the mentees' performance problems would make the mentors more likely to quit the relationship [31] . Accordingly, both mentors and mentees suffer from such negative mentoring experience.
A positive mentoring experience would be fruitful, whereas a negative mentoring experience would be destructive. It is important to recognize that, in addition to the advantages of mentoring, there may be problems and risks involved. From a different angle, the dark side of mentoring experience indicates that it is significant for a service leader to learn how to be a good mentor so that detrimental experience could be minimized.
The characteristics of a good mentor
There are diverse views concerning what a good mentor should be. When developing the ideal mentor scale, Rose [32] identified three factors underlying an ideal mentor from the perspective of PhD students. These factors included the expression of individualized care and concern to the students, the provision of practical and hands-on help, and the establishment of a positive and personal mentor-mentee relationship. In particular, the ability to communicate effectively with students and the provision of honest feedback were appreciated by the majority of the students. Similarly, Cho et al. [33] found that students of health science perceived outstanding mentors as the ones showing desirable personal attributes, such as being compassionate, enthusiastic, generous, and honest. In addition, he/she provides professional and specific support while delivering a vision to his/her mentee; makes strong time commitment by having regular, frequent and highquality meetings; supports professional and personal balance; and serves as a role model for mentees and other colleagues providing mentorship.
In the review of literature about peer mentorship, Terrion and Leonard [34] found the following eight primary characteristics of outstanding peer mentors: effective communication skills, supportiveness, trustworthiness, interdependency in attitudes, empathy, personality match with mentee, enthusiasm, and flexibility. Mentors themselves also reported their understanding of ideal mentors in the extant literature. From the perspective of mentors in the academic, business, military and military-academic fields, ideal mentor characteristics could be categorized into respectability, wisdom, and sensitivity [35] . Respectability refers to the morality of mentors like honesty and integrity, wisdom entails professional competence and ability to teach, while sensitivity involves empathy and compassion. In an interview of 27 mentors in the business sector, Allen and Poteet [36] found that the five most frequently mentioned qualities of an ideal mentor include the following: listening and communication skills, patience, knowledge of organization and industry, ability to read and understand others, and honesty. From the above descriptions, we can see that most of the characteristics of ideal mentors are related to the three components of effective service leadership: competencies (e.g. communication skills and knowledge about the organization), moral character (e.g. integrity and trustworthiness), and caring disposition (empathy and listening). A good mentor not only equips him/herself with expert knowledge and skills, but also possesses the ability to coach or teach others. As noted by Sosik and Lee, 'being perceived as an effective "teacher" may enhance mentoring functions provided' [2, p. 26] .
Furthermore, given that setting good examples to be emulated by the mentees is one of the critical objectives of being a mentor [8] , he/she needs to possess desirable personal qualities, such as integrity and care. Acting ethically and demonstrating care may foster the mentees' loyalty and commitment to the relationship. Moral character and caring disposition might be more important than the competencies of mentors, as revealed by the study of Smith et al. [35] , in which mentors attached more importance to respectability and sensitivity than wisdom. It is in line with the SLAM educational principle that places more emphasis on the education of moral character and caring disposition than the competencies of leaders. One of the basic assumptions of the SLAM framework is that these three components of effective leadership are learnable, and thus nurturing students to be good mentors becomes the next important step.
Ways to improve mentoring
Mentoring is important to both a service leader and his/ her mentee, and thus it is necessary to figure out ways to improve effective mentoring. To effectively facilitate professional development, cognitive apprenticeship is recommended. Traditionally, mentees learn from observing what mentors do. However, many modern professional skills are relatively tacit (e.g. writing). Mentoring through cognitive apprentice requires making tacit cognitive process visible to mentees so that the mentees can observe and practice them [37] . Mentors are encouraged to adopt cognitive apprenticeship through modeling (i.e. demonstrating the temporal thinking process), explanation (i.e. explaining the underlying rationale or reason of activities), coaching (i.e. monitoring mentee's activities and providing assistance and support when necessary), scaffolding (i.e. assisting the mentee in a certain task and gradually withdrawal the task), reflection (i.e. asking the mentee to rate and analyze his/her performance), articulation (i.e. asking the mentee to articulate his/her reflection), and exploration (i.e. allowing mentee to work independently and explore their new ideas). The cognitive apprenticeship model requires that a mentor should possess high meta-cognitive ability, because the mentor should be aware of the whole cognitive process before communicating to the mentee.
To effectively provide psychosocial support, selfdisclosure and trust construction are highlighted. Hart [38] believed that successful mentoring rests on the rapport, collaboration, trust, respect, and commitment between the mentor and mentee. Therefore, building a good mentormentee relationship is conducive to effective mentoring. Hart [38] further suggested several approaches to build and manage the mentoring relationship, in which we would In this lecture, class activities, including group discussion and self-reflection, are incorporated into the lecture. The lecture plan is presented below.
highlight self-disclosure and trust building. Mentors' sharing of personal experience and feelings enables mentees to better manage their own situations. Showing a realistic self to the mentees also adds to building a trustful relationship. Furthermore, mentors are encouraged to affirm the uniqueness and strengths of the mentees; provide honest, direct, caring, and prompt evaluation on the mentees; keep calm when error occurs; actively listen to the viewpoints of mentee; and try to understand from their perspectives. It is expected that these practices would positively contribute to a trustful and pleasant mentor-mentee relationship. As there are a variety of ways to improve mentoring skills, students are encouraged to reflect on their own problems and think out their own solutions.
Lecture content
Notwithstanding the merits of mentoring others in the effective leadership, extant leadership education seldom emphasizes this important component. Based on the previous literature, The Hong Kong Polytechnic University has developed a lecture under the topic of 'leaders as mentors' in the course 'Service Leadership'. The rationale, learning goals, teaching methods, as well as lecture plan are presented as follows.
Mentoring refers to senior persons coaching, guiding, supporting and role-modeling to young or inexperienced persons. An essential part of being a leader is to mentor others. Mentoring serves to enhance mentees' professional development and psychosocial adjustment. Meanwhile, it also benefits the mentors. In service leadership, developing others by mentoring is particularly important because one could improve his/her leadership competencies, moral character and caring disposition through a variety of mentoring approaches. This lecture introduces the key concepts of mentor/mentoring, and explain the importance of mentoring to service leadership, mentees and mentors. In order to enhance the effectiveness of mentoring among students, this lecture will also discuss ways to improve mentoring. In addition, the dark side of mentoring will be mentioned as well during the learning process.
It is expected that after taking this lecture, the students will be able to: a) understand the concept and the nature of mentor, b) recognize the relevance of mentoring others to a service leader, c) understand the professional and psychosocial functions of mentoring to both mentees and mentors, and e) explore ways to promote the professional and psychosocial functions of mentoring. At the beginning of the lecture, students are presented with a picture, in which a black figure is holding a white figure up. Students are asked which person would be a good leader. Through reflecting on this question, the teacher introduces the main theme of this lecturs -leaders could act as mentors who help others move upward.
For the first learning goal, the definition and functions of mentor/mentoring are introduced to students. Kram's [4] mentor role theory is introduced and the four roles of a mentor are highlighted, including the role of teacher to coach mentees, the role of counselor to guide mentees, the role of friend to support mentees, and the role of role model to set good examples for mentees. The teacher should also highlight that given the multiple roles of mentor, not only the one with excellent professional knowledge and skills can be a mentor. For example, a person with strong moral character can be a mentor influencing and guiding others.
In order to facilitate students' understanding of mentor and mentoring, a class activity called 'Thank You Card' is conducted. Each student is given a worksheet in the form of a thank you card, and is required to write an acknowledgment to any person who ever took a mentoring role in his/her life (see Worksheet 1). Through visualizing mentoring and linking the four roles of mentor to students' daily life, the students will find this concept meaningful and the knowledge useful to them. The selfreflection activity is wrapped up by concluding that mentoring occurs in diverse domains and can contribute to one's professional and personal growth.
For the second learning goal, the relationship between mentoring and service leadership is discussed. Two important knowledge points are introduced here. First, it is asserted that mentoring is an integral part of effective leadership. By teaching this part, teachers can guide students to compare the tasks of mentors and service leaders as well as identify the overlapping duties. One characteristic of a service leader is the commitment to the growth of others, which is related to mentoring others. Mentoring is one of the essential skills in service leadership and it helps improve others' leadership competencies, caring disposition, and moral character. Students are guided to understand that mentoring others is part of their leadership practice; emphasizing mentoring work as part of leadership role would encourage higher engagement in mentoring behavior among the students [6] . In addition, mentoring also serves to improve oneself through continuous learning. This part of the lesson is wrapped up by highlighting that mentoring others echoes the essential characteristic of service leadership -providing quality service to satisfy the needs of others as well as self.
For the third learning goal, the benefits of mentoring to both mentees and mentors are discussed. As mentoring has professional and psychosocial functions, the benefits of mentoring are categorized into two groups (i.e. professional support and psychosocial support). It is natural for students to expect benefits for the mentees, but it is important to make students aware of the gains for the mentors as well. As mentoring others requires great investment of time and effort, awareness of the reciprocity in the mentoring relationship would motivate students to take an effective mentoring role in their lives and future leadership. Specifically, teacher guides students to think of how the mentoring practices improve their leadership competencies, caring disposition, and moral character.
To help students fully understand that mentoring work includes benefits and difficulties, a group activity named 'Is It Easy to Be a Good Mentor?' is conducted. Each group of students is assigned with a scenario in which there is a conflict or problem occurring in the mentoring relationship (see Appendix 1) . Students then discuss a solution with their group mates, specifically with regards to being a good mentor. They are guided to make use of leadership competencies, caring disposition, and moral character to solve the problem. This activity enables students to understand the difficulties of being a mentor and provokes their thinking about how they can become good mentors. The activity is wrapped up by concluding that mentoring others is a challenge and an opportunity, which requires one to continually explore ways to improve it.
For the fourth learning goal, several approaches to improve mentoring effectiveness are introduced. Based on the mentor role theory, the teacher introduces various approaches related with professional support and psychosocial support. For professional development, cognitive apprenticeship is introduced with an emphasis on articulating thinking processes in mentoring. Students are guided to learn some specific practices in cognitive apprenticeship. For psychosocial support, self-disclosure and building trust are introduced, with an emphasis on creating a good relationship between the mentor and mentee. Students are guided to understand how selfdisclosure and trust contribute to effective mentoring and how to make appropriate self-disclosure and build trusting mentoring relationship.
Before introducing ways for improvement, a selfreflection exercise is conducted. By finishing a worksheet (see Worksheet 2), students are invited to think of the three most important characteristics for a service leader in their profession, and rate themselves on each important characteristic. Relating the knowledge to students' profession will make the knowledge comprehensible and meaningful. In addition, a self-reflection exercise could provoke students' introspection and guide their subsequent selfimprovement practice.
Finally, the lecture is wrapped up by highlighting the mutual benefits of mentoring to both service leaders and their followers. In addition, students are led to discuss the link between this lecture and the core beliefs of service leadership.
Nevertheless, during the learning process, students should be led to understand the shadows and potential damage of mentorship as well. According to Carr and Heiden [26] , while there are many benefits of mentoring, mentoring might have a number of potential problems (i.e. dark side), such as role confusion, conflicts amongst colleagues, erosion of individual autonomy, and conflicting organizational culture. Long [39] similarly highlighted the negative aspects of mentoring. Hence, mentors should be sensitive to the nature of relationship between the mentors and mentees, such as exploiting the mentees and creation of dependence of the mentees on the mentors. In addition, the mentor should be aware of the potential damaging effect of transference in the dyad. In the broader context of the organization, mentoring may also create clans and inter-group conflict as well as jealousy and favoritism. Therefore, regular review of the mentor-mentee relationship is important for its healthy sustainability. When to stop the mentor-mentee relationship should also be considered. The awareness of the dark side of mentoring helps students build a constructive mentoring relationship.
In conclusion, a quotation by American industrialist Harvey S. Firestone that 'it is only when we develop others that we permanently succeed' would be shared with the students. Yours sincerely,
__

Appendix 1
Practices for Being a Good Mentor
Request each group to draw one from the following scenarios and discuss what a good mentor should do in that situation, according to their understanding and imagination. Then invite each group to role-play the scenario based on the results of the discussion. 
